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Purpose of this Document
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This document provides a 20 Point Transition 
Plan to guide the redesign of tƘŜ /ƛǘȅΩǎ 

Billing & Collection operations.

Background: In July 2017, City Council approved the reinstatement of a City Collector based on 
Section 3.14 of the City Charter.  This action transitions collection functions from the ¢ǊŜŀǎǳǊŜǊΩǎ 

Officeto the chartered City Collector.  In August 2017, the City Manager decided to combine
¦ǘƛƭƛǘȅ .ƛƭƭƛƴƎ ǿƛǘƘ ǘƘŜ ƴŜǿ /ƛǘȅ /ƻƭƭŜŎǘƻǊΩǎ ǎŎƻǇŜΦ  This Transition Plan focuses on a consolidated 

Office of The City Collector and Utility Billing.



Contents
ÅGuiding Principles

ÅExecutive Summary of 20 Point Action Plan

ÅRBG Framework for the Redesign

ÅNew Billing & Collections Office Organization Chart

ÅReview of New Billing & Collections Operations
1. Customer Service Delivery

2. Business Processes 

3. Technology

4. Data & Reporting

5. Controls & Governance

6. Staffing

ÅAppendix
1. RBG Restructuring Checklist

3



Guiding Principles ςάDǳŀǊŘ wŀƛƭǎέ
1. The City Cannot Retreat: Lǘ ƛǎ ŎǊƛǘƛŎŀƭ ǘƘŀǘ ǘƘŜ /ƛǘȅΩǎ Řŀȅ ǘƻ Řŀȅ ōƛƭƭƛƴƎΣ ǇŀȅƳŜƴǘǎ 

and collections activities do not stop or be negatively impacted. Any disruption to 
billing and collections will recreate the same dire financial scenario as in 2016 
when Utility Billing did not occur.  Not maintaining the current state minimum 
level of payment and collections could risk making Payroll and paying vendors.

2. This Effort Requires Strong Executive Oversight:The Implementation Team must 
include, in addition to the new Director of Billing & Collections, the City Manager, 
the Chief Financial Officer, the Procurement Officer, and other staff or consultants 
as needed.

3. A fully integrated Cross Functional Team Will Take Time: Utility staff must learn 
City Tax, Revenue and Collections payments and former Treasurer staff must learn 
Utility billing.  This team will need strong financial controls, policies and 
procedures.  Combining billing, payments and collection operations into one 
office can incentivize fraudulent behavior without strong controls and 
management.
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Transition Plan Executive Summary
The Transition Plan is based on 20 Action Items detailed in this document.

1. Create the Implementation Team and Act With Urgency: The revenue 
ǎŎƻǇŜ ƛǎ ϷмллҌ aƛƭƭƛƻƴ ŦǊƻƳ ŀƭƭ /ƛǘȅ ŦǳƴŘǎΦ  ¢Ƙƛǎ ƛǎ ŀ ά{ǘŀǊǘ ¦Ǉέ ōǳǎƛƴŜǎǎ 
enterprise where URGENCY is a Top Priority.  The new City Collector 
Office can potentially result in a significant increase in revenues.

2. Establish One Consolidated Office Space for Utility Billing and Treasurer 
Staff in City Hall: this includes 6 staff and the Director (total 7 FTEs). 

3. Create an Employee Training Plan: The Director must develop a Plan for 
Employee Training that includes cross training for a fully integrated Billing 
and Collections Office.

4. Implement a Staffing Policy: The Director must have a Staffing Policy that 
manages staff attendance to ensure customer service delivery.

5. RFP Process for all Delinquent Collections Services: We recommend the 
/ƛǘȅ ƛǎǎǳŜ ŀ ŎƻƳǇǊŜƘŜƴǎƛǾŜ wCt ŦƻǊ ŀ άhƴŜ {ǘƻǇ {ƘƻǇέ ŦƻǊ ŀƭƭ ŘŜƭƛƴǉǳŜƴǘ 
Collections services by November 15TH. 
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Note: Per the Comp Board, the Treasurer can 
keep 2 positions.  Our plan assumes the other 2 
positions join the Collector Office.



Transition Plan Executive Summary

6. Start the Real Estate Tax Sale process and cancel the Propel contract. 
Sendthe datafile to SandsAndersonand kick start the Real Estate Tax 
Sale process.  Per the Propel contract: ά¢ƘŜ ¢ǊŜŀǎǳǊŜǊ ŀƎǊŜŜǎ ǘƻ ǊŜǇŀȅ ŀƭƭ 
principal amounts unpaid to Propel by the TaxpayerΦΦέ

7. Pursue Delinquent Utility Billing Collections: The City lacks a process for 
collecting delinquent accounts.  AS400 data shows an average monthly 
~$200,000 uncollected utility revenue.  The FY2016 CAFR reports $1.5M 
in Utility Accounts Receivable.  The City must understand this difference.

8. Implement the Comprehensive Recommendations from the Severn 
Trent Report: The Director should implement the recommendations to 
reforming the Utility Billing office based on the Severn Trent Report.  

9. RFP Process for all Banking Services.  Currently, Suntrustprovides all 
banking services for the City.  This service should be competed and fees 
negotiated to ensure the best service to the City.

10. RFP Process for Security Services.  Securitysystem similar to a bank and 
approved by the Police Department, security personnel onsite. 6
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Transition Plan Executive Summary
11. Implement a Surge Staffing Plan for Peak Payment Periods: Staff must 
ŎǊŜŀǘŜ ŀ ά{ǳǊƎŜ {ǘŀŦŦƛƴƎ tƭŀƴέ ŘǳǊƛƴƎ tŜŀƪ tŀȅƳŜƴǘ tŜǊƛƻŘǎ όŜΦƎΦΣ aŀǊŎƘ 
and June due dates).

12. Implement Program Management Office (PMO) to manage the entire 
transition, including a jointly staffed PMO including the Meters 
Supervisor and the Collector.

13. Publish aŘŀƛƭȅ ά/ƛǘȅ /ŀǎƘ .ŀƭŀƴŎŜ wŜǇƻǊǘέ and the City Collector and 
Finance Director should review it daily.

14. Reconfigure the SuntrustLockbox to reduce errors and manual 
processes associated today with online bill payment.

15. Conduct training for all staff (6 Staff and 1 Director) to access data in 
!{пллΣ ǿǊƛǘŜ ǉǳŜǊƛŜǎ ŀƴŘ ƳŀƪŜ ŜǾŜǊȅƻƴŜ ŀ άtƻǿŜǊ ¦ǎŜǊΦέ7
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Transition Plan Executive Summary
16. Report on overall collections monthly to Council including Payments to 

the City, Collections Remitted, Utility Billings& Collections, delinquent 
account reporting (what was sent to vendor and what was collected).

17. RFP Process to replace all manually read meters and all commercial 
meters.  Manage through the Joint Meters & Billing PMO.

18. Implement Controls on ALL Staff users of AS400.

19. Develop Business Process Documentation that includes financial 
policies and Standard hǇŜǊŀǘƛƴƎ tǊƻŎŜŘǳǊŜǎ ό{htΩǎύΦ

20. RFP Process for Utility Billing Software that includes at a minimum: 
Ability to run a Run a 90 Day Delinquent Report, Run a Cut Off Report, 
and view entire customer history ςall with 1 Click of a Button

8
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Transition Project Plan: 4 Stages
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#1. Create the 
Implementati

on Team

#2. Establish One 
Office Space

#3. Create an 
Employee Training 

Plan

#6.Start the Real Estate 
Tax Sale process. 

ІмоΦ tǳōƭƛǎƘ ŀ Řŀƛƭȅ ά/ƛǘȅ /ŀǎƘ .ŀƭŀƴŎŜ wŜǇƻǊǘέ

#19. Create Standard 
Operating Procedures.

#5. RFP Process for all Delinquent Collections

#10. RFP Process for all Security services

October 2017 November 2017 December 2017 January 2018 February 2018 May 2018April 2018March 2018

#9. RFP Process for all Banking Services 

#17. RFP Process to replace all manually read meters.

#20. RFP Process for Utility Billing Software 

Intense & Challenging Transition Period Becomes Steady State by May 2018

#12. Implement a Program Management Office

#16. Report Overall Collections Monthly to Council 

#11. Implement Surge Staffing Plan for Payment Periods 

#7. Actively Pursue Delinquent Utility Billing Collections

#8. Implement the Recommendations from Severn Trent

#14. Reconfigure the Lockbox with Suntrust

#18. Implement Data Entry Controls on AS400 users.

#15. Conduct staff training to create AS400 Power Users

#4. Implement a 
Staffing Policy



RBG Approach
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Framework for the Redesign of
Billing & Collections



RBG Framework for the Redesign

w.DΩǎ ¢Ǌŀƴǎƛǘƛƻƴ tƭŀƴ ŦƻǊ ǘƘŜ ǊŜŘŜǎƛƎƴŜŘ ƻŦŦƛŎŜ ŦƻǊ /ƛǘȅ 
Collections is based on 6 key areas:
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It is critical that for each area Policies, Practices & Procedures are well defined

Staffing & Training

Business Processes Technology

Data & Reporting
Controls & 

Governance

Customer Service 
Delivery

Service Delivery:  focus on 
how staff serve customers 
and stakeholders

Controls & Governance: 
focus on ensuring financial 
integrity and compliance

Data & Reporting: focus 
on data in/out of the 
systems, and reporting

Business Processes: focus on 
how staff and customers 
manage the money

Technology: focus on the 
underlying systems that 
support the business

Staffing:  focus on People, 
their roles and skill sets



Create an Implementation Team

ÅCreate an Implementation Team and Act With Urgency

ÅThe Implementation Team includes the Director of Billing & 
Collections, City Manager, the Chief Financial Officer, the 
Procurement Officer, and other critical resources (e.g., 3rd

parties).

ÅThe scope of revenues is $100+ Million from all City funds.  
¢Ƙƛǎ ƛǎ ŀ ά{ǘŀǊǘ ¦Ǉέ ōǳǎƛƴŜǎǎ ŜƴǘŜǊǇǊƛǎŜ ǿƘŜǊŜ ¦wD9b/¸ ƛǎ ŀ 
Top Priority.  The new City Collector Office can potentially 
result in a significant increase in revenues.  

ÅTHERE IS A HIGH RISK OF IMPLEMENTATION FAILURE

12
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Structure for Management Oversight
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Action Item #1

Executive Management Team

Billing & Collections 
PMO

Å Meets Bi-Weekly
Å Provides Executive Oversight 

and Accountability for results

Å Meets Weekly
Å Manages Project Plan
Å Reports to Executive 

Management Team

City Council

Å Meets Monthly
Å Provides Council Oversight & 

Accountability for results

Executive Management Team
Å City Manager
Å Chief Financial Officer
Å Director of Billing & 

Collections
Å Procurement Officer
Å Dep. City Mgr Operations

Billing & Collections PMO
Å Director of Billing & Collections
Å Utility Billing Staff (4)
Å Treasurer Office Staff (4)
Å Other Advisor/3rd Party (as needed)

Joint Meters & Billing 
PMO

Joint Meters & Billing PMO
Å IT Director 
Å Director of Billing & Collections
Å Meters Supervisor
Å Utilities Director

PMO Coordinator (Director of 
Billing & Collections)



Structure for Executive Management

ÅExecutive  Management Team:
1. Provides high-level oversight, direction, and support
2. Ensures the PMO executes on the Transition Plan
3. Provide resourcesasneeded

Å Attendees
1. City Manager
2. Chief Financial Officer
3. Director of Billing & Collections
4. Procurement Officer
5. Dep. City Mgr Operations

Å Meets Bi-Weekly
14
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Structure for Billing & Collections PMO

ÅBilling & Collections PMO:
1. Manage Project Plan for Transition
2. Manage Reporting to Executive Management Team
3. Manage Riskto Implementation

Å Attendees
1. Director of Billing & Collections
2. Utility Billing Staff (4)
3. Collector Office Staff (4)
4. Other Advisor/3rd Party (as needed)

Å Meets Weekly 15

Action Item #1



Structure for Joint Meters & Billing PMO

ÅJoint Meters & Billing PMO:
1. Manage Project Plan
2. Reports to Executive Management Team
3. Manage Risk to Implementation

Å Attendees
1. IT Director 
2. Director of Billing & Collections
3. Meters Supervisor
4. Utilities Director

Å Meets Weekly 16

Action Item #1



Aretha R. Ferrell-Benavides
City Manager/ City Collector

Blake Rane
CHIEF FINANCE OFFICER

Finance Director 

Gerrit VanVoorhees
Director

INFORMATION 
TECHNOLOGY

Janet Avelsgard
Computer Systems & 

Network Manager

Sang Nuygen
Network Support 

Specialist

Vacant
Data Analyst

Thomas Booker
Help Desk Coordinator

TBD
Director

HUMAN RESOURCES

Vacant
Human Resources 

Administrator

Kimberly Robinson
Human Resources 

Administrator

Antoinette Hopkin
Human Resources 

Technician

TBD
Deputy Chief Financial 

Officer

Accountant Grants 
Accountant

Darlene Williams -
Powell

Account Clerk I

Accountant Clerk II

Terrance Arrington
Director

BILLING & COLLECTIONS

Customer Services 
Supervisor

Customer Services 
Representatives

Customer Services 
Representative

Customer Services 
Representatives

Customer Services 
Representative

Customer Services 
Representatives

Robert Floyd
Assistant Finance Director

Budget

TBD
Budget Analyst/Risk 

Manager

TBD
Purchasing Agent

Lisa Scott
Purchasing 
Specialist

EunitaWade
Assistant 

Purchasing Agent

Executive Assistant

17
Source: Finance Org Chart developed the City Manager presented to Council on 9/5/17

Focus 
Area

Finance Org Chart with Collector Office



Treasurer

Staff Staff Staff Staff
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Current Treasurer Org Chart 
(Before Transition)

Budget Planning ςTreasurer

OriginalTreasurer Budget 
included $435,552.90

¢ƘŜ ŎǳǊǊŜƴǘ ¢ǊŜŀǎǳǊŜǊΩǎ ƛƴŎƭǳŘŜǎ п ǎǘŀŦŦ 
positions in addition to the Treasurer.



Treasurer

Staff Staff
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Note: City Administration needs to 
present to Council a Budget Amendment 
that defines the budget of the new 
Collector office based on the 
reorganization.  Finance needs to work 
with the Comp Board to understand the 
compensation changes.

Budget Planning ςTreasurer
Treasurer Org Chart 
(After Transition)

¢ƘŜ ¢ǊŜŀǎǳǊŜǊΩǎ .ǳŘƎŜǘ 
reduces to $134,853

The Treasurer can retain 2 
staff positions.



Budget Planning ςNew Collector
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Utility Billing Staff (4) are 
funded from the Enterprise 
Fund. Note: A portion of the 
Director salary may need to 
come from this fund.

There is $394,700 currently 
available in the City Collector 
budget to offset the costs of 
the Transition.

A net new 1 person is 
included in this office and 
staff will need to monitor the 
City-wide budget to ensure 
that all positions have a 
source of funding. 

Note: In the event of other staff changes, the assumed staff budget will change.

¢ƘŜ .ǳŘƎŜǘǎ ŦƻǊ ǘƘŜ ¢ǊŜŀǎǳǊŜǊΩǎ hŦŦƛŎŜ ŀƴŘ ǘƘŜ ƴŜǿ /ƻƭƭŜŎǘƻǊΩǎ hŦŦƛŎŜ 
should be sufficient to support the Transition.



One Space for Billing & Collections
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ÅCentralize all 6 staff and Director in City Hall

ÅThis includes 4 Utility Billing staff, 2 Treasurer 
Office staff and the Director (total 7FTEs).

ÅElectedTreasurer retains 2 staff positions

ÅThere are 4 cashier terminals available for 
payments with connectivity to AS400.  

ÅBy centralizing all Billing & Collections 
operations, customers and staff can solve 
billing related questions and make payments 
without moving between different buildings. 

Action Item #2



Aretha R. Ferrell-Benavides
City Manager/ City Collector

Blake Rane
CHIEF FINANCE OFFICER

Finance Director 

Director of Billing & 
Collections

Office Manager

Former Utility 
Billing Staff

Former Utility 
Billing Staff

Former Utility 
Billing Staff

Former Treasurer 
Office Staff

Former Utility 
Billing Staff

Former Treasurer 
Office Staff 22

This new Org Chart combines 4 
Utility Billing staff and 2 Treasurer 

Office Staff

Recommended Structure 
for a Consolidated Office of The City Collector

Office Space 
Availability  

There is space for 4 
Tellers and 4 Desks in 

City Hall to use for 
both Collections and 

Utility Billing.

The Director also reports 
to the City Manager in 
her role as City Collector

Note: This model 
assumes 2 staff will 

come over from 
Treasurer Office 
and 2 will remain 
in that office.  All 

new Collector
Officestaff must 

have cross 
functional training, 
and become AS400 
άtƻǿŜǊ ¦ǎŜǊǎΦέ

Action Item #2

Need for an Office 
Manager during 
Transition (select from 
current staff)



What Will the New Office Look Like?
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ÅThe new Billing and Collections Office will combine 4 
staff from Utility Billing with 2 staff from the 
¢ǊŜŀǎǳǊŜǊΩǎ hŦŦƛŎŜΦ  Total 6 staff including 1 director.

ÅThe scope of work for the new office will combine:

1. Treasurer cashier activities for all revenues and 
taxes

2. Treasurer collection activities for all revenues 
and taxes

3. Utility Billing activities for all accounts 
(residential and commercial)

4. Utility Collections activities for all accounts 
(residential and commercial)

Action Item #2



Need for Cross Training for Staff

24

ÅThe Director must develop a Plan for 
Employee Training that includes cross training 
for a fully integrated Billing and Collections 
Office

ÅIt is Critical for the Director to cross train all 
ǎǘŀŦŦ ŀŎǊƻǎǎ ŀƭƭ .ƛƭƭƛƴƎ ŀƴŘ ¢ǊŜŀǎǳǊŜǊΩǎ functions

ïCashiering, AS400 data entry, Lockbox

ïUtility Bills, 90 Day Delinquencies,CutOffs

ïCustomerEngagement

Action Item #3

CAUTION: A realistic Training Plan that includes BAI 
resources is critical to accomplish this Action Item.



Need for Staffing Policy
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1. We identified a need for a Staffing Policy that 
ensures ƻŦŦƛŎŜ άǇƻǿŜǊ ǳǎŜǊǎέ ŀǊŜ ǇǊŜǎŜƴǘ in the 
office during business hours, or back filled with 
advance notice

2. άPower ǳǎŜǊǎέ refer to key staff in Utility Billing and 
ǘƘŜ ¢ǊŜŀǎǳǊŜǊΩǎ hŦŦƛŎŜ ǿƘƻ Ŏŀƴ Ǉǳƭƭ Řŀǘŀ ŦǊƻƳ 
AS400, query customer accounts and manage data 
updates in the system

3. Staffing and Attendance are within the domain of 
the Human Resources department so RBG will defer 
to HR to provide this policy

Action Item #4



Critical 3rd Party Services ςOne RFP
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Guiding Principles for RFP Development

1. Strong recommendation to re-compete the current 
contracts for performance based contracts

2. Robust emphasis on data reporting

3. Analytics

4. YŜȅ tŜǊŦƻǊƳŀƴŎŜ LƴŘƛŎŀǘƻǊǎ όYtLΩǎύ

5. Technology driven

Action Item #5

The RFP should include 
EVERY area in which 

revenues are earned by 
the City including (e.g., 

Meals Tax, Business Taxes, 
Business Licenses, Hotel 
Occupancy Taxes, etc)

We recommend the City issue one comprehensive RFP for a 
άhƴŜ {ǘƻǇ {ƘƻǇέ ŦƻǊ ŀƭƭ /ƻƭƭŜŎǘƛƻƴǎ ǎŜǊǾƛŎŜǎ

The City should issue an RFP for any critical 3rd party services By November 15th



Critical 3rd Party Services - Treasurer
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Send the Data File to Sands Anderson to start the Real Estate Tax Sale 
process. Cancel the Propel contract immediately.  Per the Propel contract: 
ά¢ƘŜ ¢ǊŜŀǎǳǊŜǊ ŀƎǊŜŜǎ ǘƻ ǊŜǇŀȅ ŀƭƭ ǇǊƛƴŎƛǇŀƭ ŀƳƻǳƴǘǎ ǳƴǇŀƛŘ ǘƻ tǊƻǇŜƭ ōȅ ǘƘŜ 

TaxpayerΦΦέ

1. TACS: signed December 2015, TACS provides collections services on 
delinquent accounts; gets paid 20% of any collections made to the City 
(TACS gets paid at collections)

2. Propel: signed December 2015, Propel provides loans (up to 14% 
interest) to delinquent taxpayers.  Note: per their contract with the 
Treasurer, the City must repay any delinquent loans IN FULL to Propel 
so Propel is not at risk and also not incentivized to seek repayment

3. Sands Anderson: conducts real estate auctions after the appropriate 
legal waiting period based on a data file sent from.  Action:sendthe
data file to SandsAnderson to start the tax sale process for accounts 
past the normal TACS collections process.

The City should issue an RFP for any critical 3rd party services By November 15th

Action Item #6



Critical 3rd Party Services - Treasurer
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ÅThese contracts were signed without competition 
and we strong recommend they are re-competed.  

ÅThe same firms may offer a better arrangement with 
a more rigorous procurement process and that 
includes Sands Anderson.  

ÅFinally, managing one comprehensive vendor when 
possible is better than coordination with several.

The City should issue an RFP for any critical 3rd party services By November 15th

Action Item #6



Critical 3rd Party Services ςUtility
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ÅActively Pursue Delinquent Utility Billing Collections: The 
City does not currently have a process for collecting 
delinquent Utility accounts.  

ÅUtility Billing AS400 data shows on average monthly 
~$200,000 in uncollected utility revenue owed by customers.  

ÅThe FY2016 CAFR reports $1.5M in Utility Accounts 
Receivable.  The City must understand this difference.

Å Include within scope of comprehensive RFP for Collections

Source: Utility Billing Deep Dive conducted with Janell Sinclair on 9/7/17

Action Item #7

The City should issue an RFP for any critical 3rd party services by November 15th


